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1 EXECUTIVE SUMMARY 

The main objective of the PivotBuoy Project: An Advanced System for Cost-effective and Reliable 

Mooring, Connection, Installation & Operation of Floating Wind (referred to as PivotBuoy project) is to 

reduce the cost of energy (LCOE) of floating wind by 50% through the validation of the "PivotBuoy", an 

innovative subsystem that reduces the costs of mooring systems and floating platforms, allows faster 

and cheaper installation and a more reliable and sustainable operation. The project proposes 

validating the concept at PLOCAN test site, integrating a part-scale prototype of the PivotBuoy single 

point mooring system in a downwind floating platform developed by X1 WIND. By testing in a relevant 

environment, the project will also validate critical innovations related to assembly, installation and 

O&M techniques, reaching TRL5 at the project end. 

Deliverable 1.1 is the first deliverable of WP1: Project Management and includes a Gantt chart and a 

Work Breakdown Structure (WBS) as well as a description of the initial project management plan. This 

deliverable refers to Task 1.2: Technical Project Management, that includes compilation of progress 

reports, monitoring progress and strategy. Activities to be performed in this task are progress control, 

cost control, monitoring attainment of milestones and deliverables.  

In addition to the description included in the Grant Agreement, Deliverable 1.1 includes guidance for 

the monitoring of the project, explaining what tools will be used by the Project Management Team 

(PMT) for progress control and to ensure the quality of the documentation produced. Also, general 

guidelines for internal communication are given, including the proposed frequency and method of 

project meetings and the collaborative workspace that has been set-up by the PMT to facilitate 

communication between partners.  

The Project Management Plan will be under continuous monitoring by the PMT and updates will be 

made when necessary. Two new updated versions will be sent to the European Commission in month 

14 (D1.3) and month 30 (D1.5). 

  

http://ec.europa.eu/research/environment/index_en.cfm


  
 
 

 
This project has received funding from the European Union’s Horizon H2020  
research and innovation programme under grant agreement No 815159 

 

2 OVERVIEW OF PIVOTBUOY PROJECT 

2.1 PivotBuoy Project Objectives 

The general objective of the PivotBuot project is to develop and validate an advanced system for cost-

effective and reliable mooring, connection, installation and operation of floating wind with the 

potential to reduce the LCOE 50%. The following list summarizes the specific objectives and expected 

impacts of the PivotBuoy project: 

1. To advance the PivotBuoy concept reaching TRL5: by testing a part-scale prototype in a 

relevant environment (PLOCAN test site), validating the benefits of single point mooring (SPM) 

systems. 

2. To enable platform weight reduction: with a weathervaning SPM system with a TLP to lower 

the weight 50-90% compared to current semisubs & spars systems. 

3. To reduce mooring & anchor spread: using less cable length and a single anchoring point, 

compared to catenary systems requiring a larger mooring spread. 

4. To improve the electrical connection for SPMs: by developing a simpler connection system 

that replaces traditional slip-rings used in SPM, reducing O&M and electric losses.  

5. To reduce installation costs: with a single point connection that is pre-installed (mooring, 

anchor & electrical connection) to quickly connect the assembled platform using small local 

vessels. 

6. To increase reliability & maintainability: removing unnecessary active systems to minimize 

maintenance, reducing fatigue on components and enhancing accessibility with a very stable 

TLP system. 

7. To assess the integrability and scalability of the PivotBuoy: in 10-20MW floating wind 

platforms, assessing the impact on CAPEX and OPEX based on the project learning. 

8. To minimize environmental impact and improve sustainability: with a smaller mooring 

footprint and lower noise compared to catenary systems, and reduction of life-cycle emissions 

with less steel manufacturing and using smaller vessels. 

9. To communicate & disseminate the results: engaging with key stakeholders, the participation 

in international events and forums, and the organization of a dedicated workshop. 

10. To advance in methods and standards: to assess weathervaning SPM and downwind floating 

wind concepts, which are not well known in the state-of-the-art. 

To achieve these objectives, the PivotBuoy project has been divided in 8 Work Packages (WP)1 to 

distribute the efforts of the project in a structured approach, based on concurrent engineering as 

shown in Figure 1.  

  

                                                           

1 Another WP9 related to Ethic Requirements was added by the EC after the proposal submission and has already 
been completed.  
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2.2 Proposed Methodology 

The workplan has been designed based on concurrent engineering principles. The basic premise of 

concurrent design is the idea that all elements of a product's life-cycle (from functionality, production, 

assembly, testing, maintenance, environmental impact, disposal and recycling) should be taken into 

careful consideration in the early design phases2.  

This is particularly important in sectors involving high risks as the offshore, which also requires a much 

higher investment to test and validate a product to bring it to the market. 

The work flow has been built around iterative design loops, where the design team (WP2, led by X1 

WIND) is in continuous communication with the manufacturing team (WP3, led by DEGIMA) and the 

installation and testing team (WP4, led by PLOCAN), to ensure their requirements are included early 

in the design process (vs. a sequential approach which begins with customer requirements and then 

progresses to design, implementation, verification and maintenance, resulting in longer time to reach 

an optimal design).  

 

Figure 1. Work Package interaction in PivotBuoy project 

These work packages interact with the iterative design loops along the project, feeding the results into 

the loop. At the beginning and after each iterative loop the results are assessed against KPIs including 

performance (WP5, led by DTU), risks (WP6, led by INTECSEA,  including reliability, health & safety and 

environmental risks) and the LCOE (WP7, led by EDP, including also socio-economic and other aspects 

related to the business exploitation). 

These are transversal work packages that contribute to the organization of the project. WP1 (Project 

Management, led by X1 Wind) oversees the activities being developed in all WPs (internal 

communication, organization of meetings, etc.), while WP8 (led by WavEC) is responsible for the 

communication and dissemination of the project results (during the project and at the end of it).  

                                                           

2 Kusiak, Andrew; Concurrent Engineering: Automation, Tools and Techniques 
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The workplan is designed so that the different technical WPs bring input into the design process, 

accelerating learning in design loops. Two full loops are proposed during the design phase: after the 

initial design requirements and KPIs were set (Milestone 1), the design team (WP2) has started working 

in an early preliminary design. After he first design loop, the preliminary design gate review (Milestone 

2) will take place, shown in Figure 2 as Preliminary 1 :3 Scale Design Loop. The manufacturing and 

assembly teams (WP3) and the installation & assembly team (WP4) will provide input to be 

incorporated in the design at an early stage, which will be evaluated against the metrics and 

requirements by WP5 (performance), WP6 (Risks, including reliability, Health & Safety and 

Environmental risks) and WP7 (LCOE). 

 

Figure 2: Proposed design loops 

 

After the first iteration, the design team will continue to work in the detailed design, always with close 

communication with the other teams, which will be working on the manufacturing, assembly, 

installation and testing plans already. After 6 months of iterative design work the teams will meet for 

the detailed design review (Milestone 3) where KPIs and metrics will be evaluated again, shown in 

Figure 2 as Detailed 1:3 Scale Design Loop. At the end of the project, the learning gathered during the 

design, manufacturing, assembly, installation and testing of the 1:3 scale prototype will be fed also 

into the preliminary design loop of the full-scale system, also evaluated against the defined KPIs.  

The PivotBuoy project is a cross-functional and multidisciplinary project that involves 9 organizations 

from 6 different European countries, all of them with their own specific backgrounds, interests and 

perspectives. To be successful, the PivotBuoy project must have an explicit project management 

structure consisting of defined and agreed roles and responsibilities for the people and partners 

involved in the project and a means for effective communication between them. 
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3 WORK BREAKDOWN STRUCTURE AND GANTT CHART 

The project is structured in 8 Work Packages, each of which has certain Tasks and Deliverables, and 

also 8 milestones corresponding to Gate Reviews and critical dates in the project implementation.  

3.1 Work Package Breakdown 

The overall Work Package description is the following: 

WP 1 involves Project Management and Project Risk Management to assure the activities are 

conducted as planned and according to budget with a high level of quality and safety. 

WP2 involves specifications and subsystems design, including initial requirements definition and 

detailed design along the whole project. This WP will interact with WP3-7 in an optimization loop, 

where the results from the different WPs feed into WP2 in order to optimize the system in an iterative 

process. 

WP3 involves manufacturing of the PivotBuoy module. This WP will includes the manufacturing of the 

PivotBuoy system at DEGIMA and factory acceptance testing (FAT) of the key components, transport 

to the Canary Islands, assembly and site acceptance testing (SAT) prior to the deployment at PLOCAN. 

WP4 involves the system installation and testing of the PivotBuoy system at PLOCAN, to validate its 

performance in a relevant environment over the full range of load conditions, but also to validate the 

installation and O&M strategies in a real environment.  

WP5 involves performance assessment and improvement using different numerical models for cross-

validation and to reduce the uncertainty levels. This cross-cutting WP starts with the system design 

(WP2) but will also analyse data from WP4 to assess the system's performance and calibrate models. 

WP6 involves risk assessment including technical risks (reliability), health & safety and 

environmental risks. Similar to WP5, this cross-cutting WP will interact with WPs 2-4, by assessing the 

system reliability and risks, and will conclude with recommendations for future floating offshore wind 

farms. 

WP7 involves LCOE assessment, socio-economic impact assessment and exploitation plan. This WP 

will assess the costs of the technology and integrate both performance and reliability metrics to ensure 

that the overall LCOE is minimized. The WP will also analyse socio-economic impacts and possible 

business strategies to exploit the results of the project. 

WP8 involves the communication and dissemination of the results, conclusions and metrics obtained 

in the project. The actual outcomes will be compared with the target outcomes, and a gate review will 

take place reviewing results vs targets. 

The following pages shows the project milestones and the Gantt chart including the proposed schedule 

per work package and tasks. This Gantt chart is constantly being updated and will be shared in more 

detail in the coming Project Management Plan reviews (some information can’t be shared in this public 

report). 

http://ec.europa.eu/research/environment/index_en.cfm
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3.2 Milestones 

In addition to the WP structure and tasks, the PivotBuoy project has defined 8 major Milestones 

(shown in Table 1) that will be achieved during the project. They will require a go/no-go decision, since 

they represent key development stages in the project. Final decision as to whether a milestone has 

been achieved will be taken by the Steering Committee.  

Table 1: Milestones defined for the PivotBuoy project 

Number Milestone name WPs Date Means of verification  

MS1 Key Metric Definition WP2 M1 
System design review criteria 
(D2.1) 

MS2 Preliminary design Gate Review  WP 2 M4 
Preliminary Design Review Meeting 
to review the Preliminary Design of 
Prototype (D2.2) 

MS3 Detailed design Gate Review WP 2 M10 
Detailed Design Review Meeting to 
review Detailed Design of 
Prototype (D2.3) 

MS4 
Subsystems manufactured & FAT 
completed 

WP3 M15 
FAT test after manufacturing the 
prototype completed (D3.3) 

MS5 
System assembled at port & PAT 
completed 

WP3 M17 
System assembled at port & PAT 
test of prototype completed (D3.4) 

MS6 System Commissioning & SAT testing WP4 M19 
System installed & commissioned 
(D4.4) 

MS7 
Testing completed and 
decommissioned 

WP4 M31 

System decommissioned from test 
site; 
System testing results obtained 
(D4.5)  

MS8 
Final Gate Review and Final 
Reporting 

WP2, 
WP3, 
WP4, 
WP5, 
WP6, 
WP7, 
WP8  

M36 

Final Gate Review Meeting to assess 
results (performance, risks, LCOE 
and other impacts);  
Project Final Report (D7.5) 
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3.3 Gantt chart 

 

Figure 3. Interactive PivotBuoy Project Gantt Chart using AdminProject software
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4 GOVERNANCE STRUCTURE 

This section describes the governance structure and the decision-making structures proposed in the 

project. The manner in which legal and ethical obligations will be met is also described. Project partners 

are highly experienced in the management of large projects, including H2020 and previous EU funded 

projects. The management structure (illustrated in Figure 4) will ensure a high cohesion and integration 

among partners and activities throughout the whole life cycle of the project.  

 

Figure 4: Organizational structure for the PivotBuoy project 

 

Project Coordinator (PC): Alex Raventos, CEO of X1 Wind, is responsible for the execution of the 

project in compliance with the Grant Agreement signed with the European Commission (Project 

Officer). He is in charge of the coordination and global management of all activities in the project. This 

includes the overall supervision and regular follow-up of the progress in all work packages, acting as 

the intermediary between the project and the EC and ensuring sound financial management.  

Project Management Team (PMT): involves a small team to ensure the overall operational, technical 

direction of the project, including the day-to-day management. It consists of three team members: 

• The Project Coordinator (PC), Alex Raventos 

• The Technical Coordinator (TC), Carlos Casanovas 

• The Project Manager (PM), Maria Verges 

The Project Management Team also has the support from PLOCAN staff, who will bring their long 

experience in H2020 project management. In case the PC is unable to take action and it is not possible 

to assemble the entire Project Steering Committee in time, the PMT will work towards a solution in 

the event of any issues with the project to reach a solution. 

Steering Committee (SC): The Project Steering Committee represents the main strategic decision 

board. The Project Steering Committee is chaired by the Project Coordinator and secretariat provided 

by the Project Manager. It represents the main strategic decision board for the overall direction of the 

http://ec.europa.eu/research/environment/index_en.cfm
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project. The Project Steering Committee is responsible for the strategic and managerial decisions and 

will recommend adjustments to the work programme when needed, reassess project objectives where 

appropriate, monitor the quality of the project outputs, review technical progress on tasks and 

maintain relations with other relevant European organisations or projects. In addition to the Project 

Coordinator, Project Manager and the Technical Coordinator, the Steering Committee is composed of 

the following members, bringing significant experience of public and private sector involvement in EU, 

public and private offshore energy projects: 

Table 2: Names and roles of the Steering Committee 

Name Role Short description  

Alex Raventos PC & 
WP1 
Lead 

CEO of X1 WIND, he leads the activities within the company. Prior to founding 
X1 Wind, Alex has participated in multiple FP7 and H2020 R&D projects in his 
previous posstion as Head of Department at WavEC, including DTOCEAN, 
TROPOS, SIOCEAN, WAVEPLAM, etc.   

Carlos 
Casanovas 

CTO & 
WP2 
Lead 

Carlos Casanovas (CTO of X1 WIND) brings more than 10 years of experience in 
project management and design lead at Adwen Offshore (Gamesa/Siemens - 
AD8-180 8MW wind turbine design leading the multibody simulation effort), 
Alstom /GE  (HALIADE 6 MW leading the offshore drive train team) and 
Bluewater (leading floating tidal platform design and installation). 

Xabier 
Mediavilla 

WP3 
Lead 

As a Marine Engineer, Xabier Mediavilla leads R&D projects at DEGIMA, and 
brings extensive experience in naval manufacturing as well as in European 
Projects such as WAVEPORT (a wave power generator) and ACORN 
(development of marine coatings). 

Vidina 
Monagas 

WP4 
Lead 

Vidina Monagas is the head of the Technical Unit of PLOCAN and she currently 
works as an Engineer in the Subsea Electrical Infrastructure. She holds a MSc in 
Information Technology from the Tampere University of Technology (Finland) 
where she has worked as a researcher in an international project, in the fields 
of communications and data transmission. She also received a Bachelor 
program in Telecommunications, at the University of Las Palmas (Spain). 

Ignacio Martí WP5 
Lead 

As a senior researcher in wind turbine loads and control, Torben Larsen has 
worked in several projects involving load prediction, control designand two- 
and three-bladed turbines design, including floating turbines. He is one of the 
main developers of the HWAC2 aeroelastic code to be used in the project. 

Jeroen 
Timmermans 

WP6 
Lead 

Jeroen Timmermans has been a project engineer in the offshore industry for 
over 25 years, which gives him a through understanding of this industry. As 
Engineering Manager of INTECSEA, he has lead multiple offshore projects, 
bringing critical experience in design and risk assessment to the consortium. 

João Maciel WP7 
Lead 

Managing Director of EDP CNET, he has 15-year experience in the energy 
sector, and has been involved in several innovative offshore wind and ocean 
energy projects. He is highly experienced in EU-funded projects, including 
coordination of some of them (e.g. DEMOFLOAT project) and he worked on the 
WindFloat project as Technology Development Director.  

Marco Alves WP8 
Lead 

Head of the Numerical Modelling Area of WAVEC and a world-leading expert in 
numerical simulation of offshore renewable energy systems, he brings more 
than 15 years of experience in dynamics of floating bodies, hydrodynamics, 
floating wind turbines and wave/structure interaction. He developed the initial 
version of the WAVEC’s wave-to-wire numerical code and has extensive 
experience in supporting wave energy technology concepts under 
development by different SME companies. 

Claudio 
Bittencourt 

DNV-GL 
Lead 

Claudio brings 30 years of experience working at DNV, Specialised in fixed and 
floating structures, marine operations, qualification of technology and 
responsible for Certification and Classification, will ensure best standards are 
followed. 

http://ec.europa.eu/research/environment/index_en.cfm
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The respective powers and responsibilities of the Coordinator and the Project Steering Committee are 

fully laid out in the Consortium Agreement (CA) which is based in DESCA Model Consortium 

Agreement. The purpose of the CA is to specify the relationship among the project partners, in 

particular the organisation of the work, the management of the project and the rights and obligations 

of the partners concerning liability, access rights and dispute resolution. 

Work package leaders (WPL): each Work Package Leader will ensure effective cooperation between 

the participants, monitor the progress of tasks, including the milestones, and ensure the production of 

deliverables in each work package. As shown in Table 2, Work Package Leaders are experienced 

professionals in each of their respective fields. The Work Package Leader will manage the 

demonstration and innovation, coordination and support activities in their own work packages, and be 

responsible for all other reports regarding the activities of their work packages. The Work Package 

Leaders are responsible for reporting to the Project Management Team on progress and identifying 

any threats to timely and successful completion of tasks and deliverables as early as possible. 

Advisory Board (AB): The project will also set a small Advisory Board with key persons among the 

different Stakeholder groups. The board will assist the consortium during the project and will be invited 

to attend when necessary relevant project meetings to request their advice. 

Stakeholder Groups (SG): The project will also conduct specific meetings to gather input from experts 

and relevant stakeholders during the design phase, and a final workshop at the end to communicate 

and disseminate the project results. These meetings and workshops will ensure that the PivotBuoy 

solution addresses the current needs of offshore wind players and follows the current standards. 
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5 INTERNAL COMMUNICATION, PROGRESS CONTROL AND QUALITY REVIEW 

The PC, with the support of the PMT, is responsible for the information exchange between partners. 

Activities for internal organization include project meetings and calls, e-mail communication and 

progress reports. Although face-to-face meetings will be an integral part of the communication 

strategy and will happen when possible, the project will leverage the potential of technologies 

including web conference meetings and virtual tools for internal project communication such as e-

mail, phone, social networks, online meeting, web conferencing and videoconferencing applications. 

The Project Management Team, with the help of WP8 Leader, has set up a secured domain accessible 

on the Internet via AdminProject, a Project Management software specific for EU-funded projects (see 

section 5.3 for more details). This will allow tasks, deliverables, working documents and discussions to 

be organised and exchanged between authorised participants. 

5.1 Project Meetings 

The core technical WPs (WP2 – WP7) will utilise meetings as a key element of bringing the partners 

within the WP together to answer technical questions, present work which is on-going/completed, and 

develop working groups to discuss the key areas addressed by the work package. To ensure proper 

communication flows between partners, the frequency and method of communication has been 

established for different work levels:  

 Table 3. Overview of communication activities at different levels 

Level of 
communication 

Frequency & method Responsible / 
Participants 

Purpose of the meeting 

Project 
Management 

Weekly calls & continuous 
communication among PMT. 

PM / 
PMT & PC 

Monitoring and implementing 
the day to day management 

Task progress Weekly calls & continuous 
communication among partners 
involved. 

Task Leader / 
Task partners 

Task communications & 
progress review. 

Work package 
communications 

Monthly calls, & continuous 
communication among partners. F2F 
during project meetings (see below)  

WPL / 
WP Members 
& PMT 

WP progress evaluation 
Solution of WP technical issues 

Overall project 
supervision 

Project meetings will occur every 3M 
the first year and every 6M the 
subsequent years. 

PC /  
SC & PM 

Overall project supervision 
Solution of critical issues 

Stakeholder 
consultation 
Meetings 

Continuous expert consultation 
during design and implementation. 
At least 4 meetings (virtual or 
physical) + email follow-up 

PMT / Task 
Leaders 

Obtain expert inputs on critical 
areas during the design and 
implementation phase.  

External 
Workshop 

Final Workshop at the end involving 
wider stakeholder audience 

WP8L /  
SC, PMT & 
stakeholders 

Receive input & discuss 
multidisciplinary 
considerations. 
Disseminate project results 

 

If some of the meetings proposed overlap in time, they will be held in the same event. In meetings 

where important decisions and agreements are made, a minutes of meeting will be shared with all 

partners via e-mail and the PivotBuoy intranet, detailing the decisions and agreements and action list 

(when necessary). 

http://ec.europa.eu/research/environment/index_en.cfm
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5.2 Progress Control 

Based on the proposal description and discussions with partners during the kick-off meeting, the 

Project Management Team proposes the following methods to monitor the adequate progress of the 

execution of the difference WPs, Tasks and Deliverables:  

Table 4. Overview of the progress control methods 

Level Description Method 

WP Meetings Periodic calls will be set for those WPs with active tasks to book some time in 
the partner’s agendas (weekly, biweekly or monthly depending on the 
requirements). During these meetings, an action list will be shared with the 
participants and updated after the meeting (closing completed actions and 
adding new ones when necessary). 

Action List 

Monthly 
Progress 
Meeting 

The coordinator will also organize a monthly call inviting all partners for an 
overall progress review of the ongoing tasks. During the meeting each WP or 
task leader will update the status of ongoing tasks. After the meeting, minutes 
with the status of each task and related actions will be shared. 

Action List 

Progress 
Reports (PRs) 

Every WP Leader in PivotBuoy project will produce an interim project report 
every 6 months to provide the Project Management Team (PMT) with details 
of the progress against their WP plan (summarized progress tracking emails 
will be sent). The collection of all the periodic PRs from each of WP of the 
project will be used by the PC and the PMT to produce the Periodic Reports 
to the European Commission.  

Progress 
Report 

Periodic 
Technical and 
Financial 
Reports for 
the European 
Commission 

As defined uunder Article 19 and Article 20 of the grant agreement (GA), the 
coordinator must submit to the Commission technical and financial reports, 
including requests for payment - specifically: 

• periodic report (both technical and financial) within 60 days of the 
end of each reporting period (First Reporting Period: M1-M18) 

• final report at the end of the project ('action').  

Technical 
and 
Financial 
Reports 

Ordinary and 
Extraordinary 
Steering 
Committee 
Meetings 
Minutes 

The SC members will have ordinary meetings every 6 months (3 months at the 
start). During these meetings a general review of the progress will be done as 
well as identification of any issues or risks. The minutes of all meetings will be 
later distributed and accepted by the whole consortium in compliance with 
the Consortium Agreement. These minutes will constitute a valuable control 
at project level that will keep the entire consortium informed of the project 
progress and status. 

Minutes of 
Meeting 

 

The Project Management Team will also monitor continuously the project progress through internal 

weekly meetings of the PMT and communication with WP and Task leaders through emails, calls and 

videoconferences. The PMT will also keep the Project Management Software updated to provide a 

continuous status of the progress (see section 5.3 for more details on the Software). 

http://ec.europa.eu/research/environment/index_en.cfm
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5.3 Project Management Software 

An online collaborative workspace has been set-up for the project. After an evaluation of several 

software alternatives3 carried out by X1 Wind and PLOCAN, it is proposed to use AdminProject given 

its simplicity, compatibility with professional emails and firewalls, and its price.  

AdminProject is a collaboration platform specifically developed for EU-funded projects that puts all the 

tools needed to replicate the project in an online workspace and is accessible to all partners. This 

workspace will be used to monitor the work advances in each Work Package, as well as to keep a record 

of all the documentation (including deliverables, minutes of meetings, etc.) produced in the project.  

 

 

Figure 5: AdminProject workspace for the PivotBuoy project 

Figure 5 shows the interface for the PivotBuoy workspace, with several tools available like Work 

Packages, Task lists, Gantt chart, etc. The workspace has a specific module which allows defining all 

the WPs in the project and their related tasks, deliverables and milestones (see Figure 6).  

For each task, the start and due date can be defined, as well as the responsible partner(s) and the 

current status/ progress of the work. Besides, people assigned to the task can attach files needed for 

completing the task, change task progress and leave comments. When the person assigned to the task 

completes their work, they can register their progress in the task. Afterwards, the PMT can approve 

the task to definitely close it. In the Tasks tool, the full list of tasks will appear by chronological order, 

to give an overview of the upcoming work to do. 

 

                                                           

3 Alternatives like SharePoint and Google Sites have been tested but some compatibility issues appeared with 
Microsoft and Google accounts.  

http://ec.europa.eu/research/environment/index_en.cfm
https://www.adminproject.eu/
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Figure 6: Example of tasks and deliverables of WP2 in the AdminProject workspace 

 

5.4 Document List and Quality Review  

Regarding deliverables, the PC is responsible for the quality of the submitted deliverables. A Quality 

Assurance procedure has been designed to be light-touch and should ensure that all deliverables also 

have a consistent look and feel. A process of development and reviewing for the deliverables has been 

implemented: 

 

Figure 7: Deliverable development and reviewing process 

 

1) Deliverable contents (3 months before deadline): A preliminary structure for the deliverable and 

a table of contents should be sent to the partners involved in the deliverable and the PC for an 

early discussion 3 months before the deadline for submission, to check compliance with the 

Description of Work, objectives, the assigned tasks and timeline.  

2) Draft ready for review (1 month before deadline): A draft ready for review should be ready to the 

involved partners to include their input one month before the deliverable submission. The draft 

should already be completed with all the needed content  

3) Final draft to be sent (15 days before deadline): A final draft should be send to the assigned 

reviewer no later than 2 weeks before the deliverable submission. The assigned reviewer will then 

send the revised deliverable to the PC for a final check and submission of the deliverable.  

A reviewer has been assigned for each deliverable among the partners with the relevant expertise to 

conduct a Quality Review, to ensure that: 

http://ec.europa.eu/research/environment/index_en.cfm
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• Deliverable content is in agreement with the Description of Work presented in the GA 

• The scientific and technical content is high quality and fit for purpose 

• The formatting is in accordance with the general guidelines for PivotBuoy project deliverables 

• The language used in the report is high quality, clear, unambiguous and linked to the expected 

content of the deliverable 

• The deliverable title, number and type match that used in the Grant Agreement 

To trace the progress and ensure the quality of the deliverables, a document list has been prepared 

that includes the list of all deliverables and internal documents, deadline, lead contributors and quality 

reviewers, their status and location within the intranet. Figure 8 shows a sample from the document 

list prepared for the PivotBuoy project.  

 

Figure 8. Document List including all the information to the deliverable, quality reviewer, status and location. 

 

5.5 Deliverable Codification 

Documents in PivotBuoy project will be encoded in order to keep track of the changes and the different 

versions. The proposed coding structure is the following PB_DIN_Title_vX.X (may be modified if 

needed during the project implementation): 

• PB: Project identifier, in this case PB for PivotBuoy project 

• DIN: Document specific identifier: 

o Deliverable: DX.X. where X.X are the numbers assigned to each deliverable in PivotBuoy 

project Description of Work. 

o Minutes of Meeting: MoM_YYMMDD where YYMMDD is the date the Meeting occurred  

o Technical Report: TR### where ### will be their numerical code order by creation order 

o Progress Report: PR### where ### will be their numerical code order by creation order 

o Drawing: DRW### where ### will be their numerical code order by creation order 

o List: LST### where ### will be  their numerical code order by creation order 

o Other: OTH## where ### will be their numerical code order by creation order 

• Title: title of the document 

• vX.X: Version number of the document. First “X” varies from 1 to 9 due to major modifications. 

Second “X” varies from 1-20 according to light modifications. When no further modifications are 

allowed, the word “sent” will be added. 

For example, the final version of this deliverable will be encoded PB_D1.1_Initial Project Management 

Plan_v1.0_sent. 

PIVOTBUOY PROJECT: DOCUMENT LIST WITH PROPOSED CONTRIBUTORS AND INTERNAL REVIEWERS

Type Code Deliverable Month Leader Contributor 1 Reviewer Diss level Status Location

Del D1.1 Initial Project Management Plan 2 1 - X1 Wind 4 - PLOCAN 6 - EDP CNET Public Final Draft WP1/Task1.2

Del D1.2 Initial Project Risk Management Plan 3 6 - EDP CNET 1 - X1 Wind 4 - PLOCAN Public First Draft WP1/Task1.3

Del D1.3 Update Project Management Plan 14 1 - X1 Wind 4 - PLOCAN 6 - EDP CNET Confidential

Del D1.4 Update project risk management plan 14 6 - EDP CNET 1 - X1 Wind 4 - PLOCAN Confidential

Del D1.5 Final Project Management Plan 30 1 - X1 Wind 4 - PLOCAN 6 - EDP CNET Confidential

Del D1.6 Final project risk management plan 31 6 - EDP CNET 1 - X1 Wind 4 - PLOCAN Confidential

Del D2.1 System requirements and design review criteria 1 1 - X1 Wind 5 - INTECSEA 8 - DNV Confidential Final WP2/Task2.1

Del D2.2 Preliminary Design Review 4 1 - X1 Wind 5 - INTECSEA 8 - DNV Confidential Contents WP1/Task2.2

http://ec.europa.eu/research/environment/index_en.cfm
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5.6 Intranet Folder Structure 

The proposed folder structure of the PivotBuoy project Intranet is the following (may be expanded 

during the project implementation): 

1. General Project Documentation (WP0): general documentation related to the project is kept here, 

as well as documents or reports not related to any specific WP but to the overall project 

development. This folder has been named WP0 to be in accordance with the rest of the project 

structure.  

1.1. Legal Documentation: contains the PivotBuoy project Confidentiality Agreement, Consortium 

Agreement and Grant Agreement. 

1.2. Meetings: contains all the documentation prepared pre, during and post-meetings. This 

includes: meeting agendas, meeting presentations and support documentation, and meeting 

minutes. 

1.3. Templates: the templates that have been created in the framework of WP8 for deliverables, 

reports, and presentations, will be kept here for every partner to download.  

1.4. Progress Reports: contains the reports produced by WP Leaders every 6 months to provide 

the Project Management Team (PMT) with details of the progress against their WP plan, and 

the Periodic Reports to be submitted to the European Commission in the reporting periods 

1.5. Other 

2. Project Workspace (WP1-WP9): one folder for each Work Package will be found here. It allows 

each Work Package Leader to organize the documentation relevant to their work packages. 

The latest version of deliverables and internal reports will be shared are stored in the corresponding 

folder within the intranet. The intranet allows working with multiple versions of the documents 

including copies of all versions, the date and the person who uploaded the version. The intranet also 

has a register of comments to describe the status and any issue that may appear in each the 

deliverables. 

 

Figure 9. Documents are stored in the intranet with version control 

http://ec.europa.eu/research/environment/index_en.cfm
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6 PROJECT RISK MANAGEMENT PLAN  

The level of complexity in PivotBuoy project with design, manufacturing and installation of a prototype 

at sea in a short period of time, requires a permanent coordination, throughout the project, that will 

constantly deal with risk identification, plan and implementation of responses and/or contingency 

measures. This role is taken in PivotBuoy project by ECP CNET, due to their vast experience in the field, 

assisted and supported by the PMT in the framework of WP1. The Risk Management Plan will be 

completed in full detail with the Development of this Work Package and, in particular, under the 

execution of Task 1.4 and the production of Deliverables D1.2, D1.4 and D1.6. 

Task 1.4 Project implementation Risk Management (WP1) will ensure Project Implementation Risks 

(non-technology related risks) are identified and mitigated along the project. EDP CNET, with long 

experience in project risk management, will draw a risk management plan, including risk identification, 

risk qualification / quantification, risk response planning, which will be updated during the project. This 

will ensure appropriate cooperation, preparation of amendments to the grant agreement (when 

necessary), guarantee accurate and timely financial and administrative processes, decision-making 

issues, Communication issues, Reputational/ Commercial/IP leakage, etc.  

The risk management process consists of a set of activities, enabling risks to be assessed, 

communicated and treated appropriately throughout the whole project. The process established will 

be repeated in the various work packages and phases of the project. Additionally, WP6 will specifically 

look into technology-related risks with respect to the PivotBuoy concept, including reliability, 

environmental, health and safety aspects to be taken into account in the design. 

Additionally, WP6 (Tasks 6.1, 6.2 and 6.3) will specifically look into technology-related risks with 

respect to the PivotBuoy concept, including reliability, environmental, health and safety aspects to be 

taken into account in the design. There is limited data on risks and failure modes of floating wind 

systems due to its infancy. However, there is a lot of experience and data available in cross-cutting 

fields from other relevant sectors. Regarding the PivotBuoy subsystem and its components, experience 

from the oil & gas sector and in particular on failures on SPM systems, TLP platforms, dynamic cables 

and marine operations will be key to identify potential risks. 

6.1 Risk management procedure 

The risk management process described in Task 1.4 consists of a set of activities, enabling risks to be 

assessed, communicated and treated appropriately throughout the whole project. The process 

established will be repeated in the various work packages and phases of the project. Additionally, WP6 

will specifically look into technology-related risks with respect to the PivotBuoy concept, including 

reliability, environmental, health and safety aspects to be taken into account in the design. 

The aim of the risk procedure is to support better decision making through a good understanding of 

risks, their causes, likelihood, impact, timing and the choice of responses to them. 

The Risk Management Process (RMP) (showed in Figure 10) proposed by EDP includes 5 sequential 

steps: Planning, Identification, Analysis, Evaluation and Treatment. Two additional transversal 

activities include the Monitoring and Review of the RMP and also its Communication and Consultation. 

http://ec.europa.eu/research/environment/index_en.cfm
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Figure 10: Risk Management Process 

 

• Planning: This initial step includes the planning and preparation of the Risk Management Process 

and Risk Register. The Task 1.4 Leader EDP is implementing the plan which will be described in 

Deliverable 1.2 due in M3.  

• Identification: This step is to recognize the risks (threats & opportunities) that may affect the 

project´s objectives. In the PivotBuoy project, through formal and informal communication means, 

the risks can be raised to the Task Leader by any person involved in the project. The Task Leader 

will then include the new risks in the Risk register. 

• Analysis: This step is to analyse the risks identified in terms of their variables of probability and 

impact. This project proposes to evaluate and classify the risks according to three aspects: HSE 

risks, project implementation risks and business related risks. Technical risk assessment will be 

coordinated in the framework of Work Package 6. 

• Evaluation: The primary goal of this phase is to prepare specific responses to the threats and 

opportunities identified and assessed, ideally to remove or mitigate the threats and to maximize 

the opportunities.  

• Treatment: The goal of this step is to ensure that the planned risk responses are implemented, 

their effectiveness monitored and contingency actions executed if the planned responses do not 

solve the problem. 

When managing the risks, clear role and responsibilities are necessary: 

• Risk owner: the person responsible for the management, monitoring and control of all aspects of 

a particular risk. 

• Risk actionee: the person assigned to carry out a risk response action/s to respond to a particular 

risk. 

6.2 Risk Register 

Risk management activities will be recorded in the Risk Register, hosted by the project Intranet. The 

Project Management Team will review and update the Risk Register as part of their activities within 

project control.  

A preliminary Risk Register structure (see Figure 11)  was proposed by EDP during the kick-off meeting 

and will be described in detail in D1.2. Project Risk Management Plan due in M3. 

http://ec.europa.eu/research/environment/index_en.cfm
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Figure 11. Proposed Risk Register structure for the PivotBuoy Project 

 

An initial table of potential risks and mitigation actions was already provided in the proposal (see 

example in Figure 12). Those risks will be re-evaluated as well as new risks added in the Risk Register 

by M3 within D1.2.  

 

Figure 12: Extract from the initial table of implementation risks included in the proposal 

  

Saf. Heal. Envir. Scope Cost Sched. Quali. Oper. Reput. Fin. Uptim. Asset

1

2

…

Project Business
Act. Resp. Deadl. Status

Identification Evaluation and Classification Mitigation

# Task Date Ver Risk Descrip.
HSE

http://ec.europa.eu/research/environment/index_en.cfm
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6.3 Issue Register and Action List 

The risk register includes potential risks that have been identified but not yet occurred. To manage the 

actual issues and actions required, the PMT has created Issue Register and Action List to record any 

relevant event that has happened or action that needs to be implemented as well as the status, 

deadline and responsible for closing the action. 

This Action List will allow the PMT to continuously monitor the project implementation, evaluate and 

prioritize any actions that may be required for an adequate project implementation. The Action List 

will be shared with the involved partners prior to calls / meetings and the status will be updated during 

the meetings and uploaded to the intranet. 

Figure 13 shows the proposed structure of the Issue Register and Action: 

 

Figure 13: Issue Register and Action List prepared for the PivotBuoy project 

The Issue Register is composed of the following items and will be updated on a regular basis by the 

Project Management Team: 

• Status: Check box to indicate if action/ issue is open or closed 

• Date Registered: Date the action or issue has been registered in the list 

• ID: Issue identifier 

• Type: This item determines if it an action to be taken or an issue  

• Action/ Issue: Short description of the issue 

• Status: Here a description of the development of the action or issue will be registered while the 

issue is ongoing, to registered how advanced its progress is.   

• Partner: Responsible for the task  

• Due date: Deadline for closing the issue/ action 

• WP: WP to which the issue relates, if applies 

• Task: Task to which the issue relates, if applies 

• Deliverable: Deliverable to which the issue relates, if applies  

• Priority: Only to be filled for registered issues, the management priority assigned by the Project 

Management Team with regard of how urgent it is to solve this issue regarding the project planning 

and objectives. 

• Severity: Only to be filled for registered issues, the relevance level of their potential impact on 

the project objectives and outputs. 

http://ec.europa.eu/research/environment/index_en.cfm
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